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Insinöörityössä tutkittiin teknologiateollisuuteen sijoittuvan case-yrityksen liiketoimintapro-
sessin johtamista globaalissa ympäristössä. Insinöörityön tarkoituksena oli kuvata case-
yrityksen toimitusprosessin alkupään tilauksenkäsittelyprosessi, jossa käsitellään vaati-
vamman tuotespesifikaation omaavia projekteja. Toimitusprosessi kokonaisuudessaan on 
yrityksen ydinprosessi, joka valmistaa tuotteita tilauksesta asiakkaalle. 
 
Toimeksianto oli tuottaa kuvaus prosessin nykytilasta. Lisäksi tarkoituksena oli löytää 
mahdollisia kehityskohteita prosessin asiakaskeskeisemmän suorituskyvyn parantamisek-
si. Työlle asetettiin tutkimuskysymykset, joilla pyrittiin vastaamaan tavoitteeseen. Ensim-
mäisenä tarkasteltiin, miten liiketoimintaprosessi on ymmärretty case-organisaatiossa. 
Tämän jälkeen tutkittiin vaatimuksia suorituskyvyn kehittämiseksi sekä mahdollisuuksia 
parantaa prosessin asiakaskeskeisyyttä. 
 
Empiirisessä osuudessa suoritettiin prosessin vaiheet havainnollistava läpikäyminen, jonka 
lopputuloksena tuotettiin prosessikuvaukset toiminta-mallitasolla ja kirjallinen, yksityiskoh-
taisempi dokumentaatio tukemaan kuvauksia. Prosessin laadullinen tutkimusmateriaali 
toteutettiin keräämällä osittain ohjattu työntekijöiden haastattelu.  
 
Kuvauksen jälkeen prosessi analysoitiin perustuen prosessijohtamisen teorioihin. Analyy-
sin pohjalta nostettiin esille potentiaalisia kehitysehdotuksia, joilla on vaikutus prosessin 
suorituskykyyn. Nämä kategorisoitiin välttämättömiin ja harkittaviin kehitysehdotuksiin. 
Merkittävin löydös liittyi prosessin toimintoihin, jotka olivat varioituneet ajan kuluessa maa-
kohtaisiin poikkeavuuksiin, ja joista löytyi arvoa tuottamattomia tapahtumia. Lisäksi pro-
sessista löytyi toimintoja, joissa tapahtuvia vaiheita ei ollut kuvattu. Harmonisointi ja stan-
dardisointi ovat suositeltavia toimenpiteitä yhteisen toimintatavan löytämiseksi globaalissa 
mittakaavassa.  
 
Toimenpiteiden implementointi organisaatioon on toteutettava muutoshallinnan keinoin, 
jotta tavoiteltu lopputulos suorituskyvyn nostamiseksi voidaan saavuttaa, eikä suorituskyky 
horju muutoksen aikana. 
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1 Introduction to Research Report 
In developed societies customers and end-users are buying products and services 
which are creating added value and experiences for the users. In Harvard Business 
Review’s article Service Factory (Chase and Garvin 1989) the idea of a well-functioning 
service factory was introduced. The point of the idea was that manufacturing firms are 
more competitive by employing a wider range of services by factory personnel and fa-
cilities. Service industry can be seen as a strategic weapon in the manufacturing envi-
ronment. Production workers and factory managers are able to create and sustain new 
relationships with customers because of the interaction. Furthermore, factory personnel 
have the means to support the sales force, service technicians, and customers. This 
support should, and will, be used. Competition is shifting away from how companies 
build their products to how well they serve customers before and after they build them. 
Manufacturing can be seen as the cortex of the business.  
The present business case study is introducing Customer Service function in today’s 
service organization in technology manufacturing industry. The customer service is 
responsible for order handling in the delivery process of Make-to-Order products. The 
order handling process is serving the sales offices globally, thus, it has an international 
interface which will affect the environment where the process works. The case compa-
ny has lately introduced a new operational model which should be implemented into 
the case organization. The new alignment is focusing on one-size-does-not-fit-all men-
tality. In these terms, the idea is to recognize the deviations in the core process be-
tween the units and benchmark them in corporate level. 
The main objective for the company is to develop the process according to the new 
strategy, and the focus is on the customer-centric performance. Therefore, the objec-
tive of the study is to recognize the possibilities to improve the current process in a way 
that high performance is achieved in the case organization. In order to improve the 
process, the current state has to be defined. Purpose and goal of the process has to be 
updated, so that developing and creating the new desired state is possible.  The criteria 
for increasing performance are derived from competitiveness in the market, to guaran-
tee the more customer-centric approach. The objective is met by answering the follow-




1.) How are business processes perceived in the case company?  
2.) What are the requirements for increasing the performance?  
3.) How could the case of order handling process increase the customer centricity? 
 
The main theoretical framework considers Business Process Management (BPM) and 
best BPM practices are derived from the literature. The study examines business pro-
cesses and their relation to organizational design, also how they are seen as part of the 
system.   
A process refines the knowledge of inputs to outputs. A process modeling and descrip-
tion contributes the knowledge to every part in the organization. By gathering the in-
formation, knowledge of actual actions is also gained. (Laamanen and Tinnilä 2009: 
28). The Galbraight’s Star Model (2010: 15) is presented to illustrate how processes 
are linked to organization. It is also relevant to realise the role of technology and infor-
mation in process.  
The empirical part is based on theories that observe the processes as a part of the 
whole system. Walkthrough was conducted by following technique according to 
Laamanen (2001: 79, 81) suggestions: detailed description is needed to process im-
provements and customer should always be notified in models. The walkthrough is a 
kick-off for the improvement and development and strategy implementation to achieve 
the high performance.    
Hammer (2007) criticises that many re-engineering processes have fallen down due to 
lack of completeness when companies are improving and re-engineering processes. 
He proposes that five process enablers and four capabilities are put under magnifying 
glass. That is the way that perceives the completeness. Also Michael Porter’s value 
chain-thinking and strategic positioning has relevance when analysing the case pro-
cess added value from customer’s point of view. 
After evaluation and comparing the current state to desired one, it is appropriate to 
decide which actions are taken into account, and how to implement the actions into 
organization. The Continuous Process Management (CPM) and principles of Lean are 
examined. The fundamental approach for both theories is to see improvement and de-
velopment as on-going interaction in the whole system. Lean is minimizing the waste, 
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the actions that are not producing value from customer perspective. (Meredith and 
Shafer 2011: 184-185.) 
The last theory examined is Change Management.  Laamanen (2001: 272) notifies 
seven steps to lead the change to organization, so that the performance will not suffer 
during the change process. The study objective and theories used as well as the empir-
ical part and achieved results are condensed to figure 1. 
 
 
Figure 1 A Summary of the Study 
This study will not include cultural aspects even though the case customer service 
function has the international interface to deal with. The study of the cultures should be 
considered as a different case study. This study does not focus on benchmarking ei-
ther, despite the fact that the benchmarking is presented in theory. The benchmarking 
should be considered also as a different case study. 
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2 Managing the Operations in Organizations 
Operations are the heart of every organization. The operation is defined as a transfor-
mation of an input into useful output. The transformation from input to output takes 
place according to the company’s determined strategies and thereby adding value to 
some entity.  Fundamentally thinking, the organizations exist only to create value, and 
operations involve tasks that create value (Slack and Lewis 2002: 4-25.) The critical 
task for management is to create an organization capable of infusing products or ser-
vices with irresistible functionality or even better, create something new that customers 
need but have not imagined the need yet. (Prahalad and Hamel 1990). 
Operations strategy is focusing on the total transformation in the whole business. From 
strategic point of view, operations strategy deals with managed processes in macro 
level in order to succeed the agreed strategy.  Operations management can be defined 
as an activity of managing the resources and processes that produce and deliver 
goods and services. All managed operations are linked to operation strategy, and 
therefore, operations management focuses processes in micro level to fulfil the agreed 
strategy. Operations strategy is seen as a long-term, higher level, and more abstract 
than operations management. On the other hand, all the operations are part of the sys-
tem; a purposeful collection of people, objects and procedures for operating within a 
same environment. (Meredith and Shafer 2011: 5-7.) 
According to Galbraight (2005: 14) organization is more than a structure. Figure 2 pre-
sents Galbraight’s Star Model, according to which the five dimensions must be de-
pendable among themselves. Strategy is the dimension for giving the direction. Struc-
ture is the location where the decisions are made, processes which have to do with the 
flow of information, reward systems influence on the employees’ motivations to perform 
and deal with organizational goals, as well as the people policies, which influence em-
ployees mind sets and skills. Star Model is introduced shortly to understand how organ-




Figure 2 Organization’s Star Model (Galbraight 2010: 15) 
 
The strategy is realised through processes. It also focuses on the long-term develop-
ment of its operations’ resources and processes so that they can provide basis for a 
sustainable advantage (Laamanen and Tinnilä: 55).  The customer challenges the 
company to stay on the cutting edge and develop new and improved products or ser-
vices.  The customer-centric company prefers the most loyal and profitable customer 
because it is the one most important; the tight customer relationship is value assed. 
(Galbraight, Jay R. 2005: 2-24.) 
Structure is a placement for power and authority in the organization.  Implementing 
customer to structure is important. Customers, particularly in business-to-business en-
vironment often want a single point of contact, products customized to meet their 
needs, or an integrated bundle of services and products. Structurally, the company will 
need strong customer-centric profit centers to pull together the products into effective 
solutions. It will need more customer knowledge and a greater need for customer seg-
ment specific units. (Galbraight, Jay R. 2005: 2-24.) 
Information and decision processes cut across the organization’s structure. Manage-
ment processes are both vertical and horizontal. Vertical processes are usually busi-
ness planning and budgeting processes. The requirements of different departments are 
centrally composed, and priorities are decided for the budgeting and allocation of the 
resources such as capital, research and development, and training. These manage-
ment processes are essential to the effective functioning of matrix organizations and 
should be supported by dual or multidimensional information systems. Horizontal pro-
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cesses or so called lateral processes are designed around the workflow, such as new 
product development or the entry and fulfilment of a customer order. These manage-
ment processes are becoming the primary vehicle for managing in today’s organiza-
tions. (Galbraight 2005: 20-25.) 
Complex organizations require the management to understand how to use the organi-
zations as a pedal for competitive advantage. Metrics and rewards are closely related 
to individual behaviours and performance with the organization’s goals. Metrics are the 
measures used to evaluate both individual and collective performance. The reward 
system motivates employees and fortifies the behaviours that add value to organization 
through salary, bonuses, recognition and benefits. In complex organizations, challeng-
es of creating incentives and reward system that contributes to collaborative behaviour 
are normal. In complex organizations, variable compensation typically tends to focus 
on team, unit and business performance more than on individual accomplishment. 
(Galbraight 2005: 20-25.) 
Galbraight presents (2005: 20-25.) that usually rewards and processes are underesti-
mated while designing and drawing organization chart and structure are overempha-
sized because it affects status and power, and a change to it is most likely to be re-
ported in the business press or announced throughout the company. Despite this fact 
in a fast-changing business environment nowadays, and in matrix organizations, struc-




3 Understanding Business Process Management  
A concept of process in business is defined as a completely closed, timely and logical 
sequence of work activities, which are required to work especially on a process-
orientated business object in the environment where the company operates. Business 
processes are end-to-end work across an enterprise that creates customer value, 
transforming the inputs to quality outputs.  Essential features of business processes 
are interfaces to business partners of the company, such as customer and suppliers. 
(vom Brocke and Rosemann 2010: 4-6.) 
3.1 Concept and Challenge of Business Process Management 
Business Process Management is an integrated system for managing business per-
formance by managing end-to-end business processes on an on-going basis. Perfor-
mance is measured in terms of critical metrics that relate customer needs and compa-
ny requirements, and it has to be compared to target for these metrics. If performance 
does not meet the targets, the reason must be traced and determined. (vom Brocke 
and Rosemann 2010: 4-6.) On the other hand, all the processes have a system per-
spective, and processes have to be understood as part of the whole. (Laamanen and 
Tinnilä 2009: 28). 
Figure 3 presents the fundamental life-cycle approach to business process manage-





Figure 3 The Life-cycle of Business Process Management (Krichmer in the Handbook on Busi-
ness Process Management 2: 42) 
 
Fundamental approach to business processes is that they always start because of cus-
tomer needs. The processes and resources are designed to support the demand of 
customer. Outputs are answer to customer needs. (Laamanen 2001: 21-23.)  
 
The life-cycle starts when the main business processes of a company are identified. 
Next, innovations and their general process impacts are defined, delivering the basis 
for the process structure and the related process goals. The underlying application sys-
tem architecture is planned accordingly, supporting the required agility. (Krichmer in the 
Handbook on Business Process Management 2010: 42) 
 
Implementation includes the software configuration or development, and people 
change management, consisting of information, communication and training.  Execu-
tion is done through people (human) and IT. The people based execution should be 
supported by continuous learning, talented management initiatives.  Monitoring and 
controlling are needed to ensure that process is achieving its targets. (Krichmer in the 
Handbook on Business Process Management 2010: 41-45.) 
Project and processes are often mixed together and at this point it is decent to clarify 
the difference between them. Project is the single time action of execution process. 
The project has clear time frequency, limited duration and often temporary organiza-
tional structure, as well as specific resources that are determined for carrying out the 
project. (Laamanen 2001: 26.) 
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Projects are managed by project plans and timetables where different steps are sepa-
rated, such as planning and execution, reporting and decision making.  Based on the 
project goals, dates and costs must be planned and defined as standard values, so 
called milestones. The time schedule must include the desired end date of the project. 
Planning a project is essential to reaching the project objectives. The most important 
thing when planning the project is the integrated consideration of dates and resources 
to meet realistic standards for the milestones, so that the end of the project can be as-
signed. Resources costs can vary and moreover, speeding the completion of the pro-
ject usually causes added costs. (Becker, Kugeler and Rosemann 2003: 13-14.) 
The project has clear objectives and schedules, and it is founded on investment calcu-
lations schedules etc. The benefits and efficiency of projects are achieved when clearly 
defined, relatively short-lived and limited objectives are set.  Major process improve-
ments can be carried throughout projects, for example re-engineering projects. 
(Laamanen and Tinnilä 2009: 24.) 
The basic target of every economically working company is to make a profit. In es-
sence, the value creating processes has to adapt to principles of the market – a com-
pany can only be successful if the customers accept and are willing to pay for the pro-
vided services, and therefore are getting the value they consider the best. (Becker, 
Kugeler, Rosemann 2003: 4.) 
 
Porter (1985) has proposed a model of value chain, and he separated corporate activi-
ties to primary activities and supporting activities. The primary activities are regarded 
as value-creating activities with a direct relation to manufactured product and contribu-
tion to economic outcome of the company. These primary activities can be for example 
sales, marketing, logistics and customer service. (1985: 37-40.) The supporting activi-
ties do not have direct impact on manufactured products or services, but are necessary 
in order to execute the core process, for example human resource and counting are 
counted as supporting processes. Large international organizations typically have from 
5-10 value chains. In essence, value chains are the ultimate processes that define a 
company (Becker, Kugeler and Rosemann 2003: 4-5). 
However, the primary processes are not workable themselves and they need support-
ing process around to accomplish their purpose. (Laamanen and Tinnilä 2009: 52-53.) 
The line between primary process and supporting process is usually fickle and de-
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pends more or less on the type of the business as well as the size and structure of the 
organization. According to Laamanen (2001: 52) right approach is to define a key pro-
cess inside primary and supporting activities.  
Some challenges of business process thinking are also relevant to understand. Global-
isation and tightened competition will drive companies to adopt the same best practices 
and find the best way of accomplishing a given task. Eventually this will lead to adop-
tion of corresponding process in the organization, while forgetting the real competitive 
advantages. The result is a zero sum competition, static or declining prices, and pres-
sures on costs that compromise companies' ability to invest in the business for the long 
term (Porter 1996). In the long run, competitiveness derives from ability to develop core 
competencies that spawn anticipated products and services at lower cost and faster 
than rivals. The real source of advantage is found by management’s ability to consoli-
date corporate wide technologies and production skills into competencies that enhance 
individual business to be agile. (Prahalad and Hamel 1990.) 
According to Porter (1996: 16, 81) operational effectiveness (performing similar activ-
ities better than rivals) and strategy together enable the superior performance. A com-
pany can outperform rivals only if it can establish a difference that it can preserve. It 
must deliver greater value to customers or create comparable value at a lower cost, or 
do both. Thus, delivering greater value allows a company to charge higher average unit 
prices; greater efficiency results in lower average unit costs. 
To avoid becoming alike rivals, as rivals imitate one another's improvements in quality, 
cycle times, or supplier partnerships, strategies converge and competition becomes a 
series of races down identical paths that no one can win; the other perspective to con-
sider is strategic positioning where similar tasks or activities are processed in a dif-
ferent way than rivals do. Therefore, positions built on systems of activities are far more 
sustainable than those built on individual activities. Literally this means that when com-
pany has enhanced specific activity and duplicate it, it takes time for rivals to figure out 
how that is integrated and adopted to all processes. Basis for positioning is serving 
most or all the needs of a particular group of customers, and, more traditionally said; 
targeting a segment of customers. It arises when there are groups of customers with 




The other basis for positioning is segmenting customers, who are accessible in differ-
ent ways. Although their needs are similar to those of other customers, the best config-
uration of activities to reach them is different. However, positioning is not always a 
function of differences on the demand, or customer, side. Variety and access position-
ing, in particular, do not rely on any customer differences. (Porter 1996.) 
Another aspect is related to human in process. Laamanen (2001: 23-24) also states 
that difficulties of process thinking are more or less caused by the human nature. Pro-
cess thinking is against to people intuition to do daily activities. People tend to do activi-
ties keeping in mind the need of safety, not new opportunities and goals. This makes it 
difficult to apply out-side-of-box -mentality. A further aspect is that people have limited 
capacity to handle activities in mind. The real life is complex and people are affected by 
many chains of happening all the time. If the change factors are increased in a short 
period of time, people’s natural instinct is to simplify things according to their values 
and beliefs. However, the concept of process is not based on believes, it is a logical 
model of causality. (Laamanen 2001: 23-24.) 
3.2 Managing Processes and System 
Hammer (2007: 1-3) presents two kinds of characteristics that influence on high per-
formance over time: five enablers, which relate to individual process, and four capabili-
ties, which apply to entire organizations. Figure 4 presents the process enablers and 
company’s capabilities. The development of these characteristics is vital in order to 





Figure 4  The Process Enablers and Enterprise Capabilities (Adopted from Hammer 2007.) 
 
Process design is the most fundamental aspect of a process; the relations and speci-
fication of a task that are performed, by whom, when, in what locations, under what 
circumstances. Without design there are only uncoordinated individual activities in or-
ganizational chaos.  Functional process metrics has to be derived from customer 
needs and enterprise goals. Targets need to be set in terms of metrics and perfor-
mance monitored against them. A balanced set of process metrics such as cost, speed 
and quality must be deployed, so that improvements in one area do not mask declines 
in another.  
 
Process performers are the people who work in the process and need a different set 
of skills and behaviours to work in conventional functions and departments. They see 
an understanding of the overall process and its goals. Without these characteristics, 
they will be unable to realise the potential of end-to-end work.  Infrastructure is giving 
the support to the whole process. Information technologies and HR systems discharge 
process responsibilities such as transmitting information. Integrated systems such as 
ERP systems and results-based compensations are needed for integrated processes. 
Process owner is the one responsible for managing the process. Senior managers 
with authority and responsibility control processes across the organizations as a whole, 
and ensure that processes deliver the results; otherwise, it will fall between the cracks. 




To have a fully operating process in the long run, all these enablers have to be consid-
ered and the relation between them understood. Well-designed process with right pro-
cess metrics does not succeed if performers are not capable of carrying it, or if the sys-
tem does not support them doing it so. Implementing a process in effect means putting 
in place these all five enablers. To succeed in high-performance, companies need to 
provide a supporting environment. The companies need to develop the organizational 
capabilities: leadership, culture, expertise, and governance. (Hammer 2007: 1-5.) 
 
The leadership evokes the strong commitment of business process approach by the 
senior executives. Re-designing processes require extensive organizational change 
that often provokes the resistance down the line.  Only a highest executive can author-
ise the significant resources and changes that process implementation requires.  Sec-
ondly, the only organizations whose cultures value the customers, teamwork and will-
ingness to change will find it possible to move forward with projects where processes 
are about to change. Process demands that people at all levels will put the customer 
first, be comfortable working with teams, accept personal responsibility of outcomes, 
and are willing to accept changes. If the company‘s culture is not aligned of values like 
that then leadership must change the culture so that it is. (Hammer 2007: 1-5.) 
 
The third factor is knowledge which requires knowledgeable workers. Implementing 
and managing processes is a complex aim. Companies need care of people with deep 
expertise in process design and implementation, metrics, change management, pro-
gram management, process improvement and other relevant techniques. The people 
must have formal methodologies to follow and be supported in appropriate way. Com-
pany governance is the one body that sees the system as a whole. The body consists 
of process owners, the executive leader, and the senior managers who serve a strate-
gic oversight body, setting direction and priorities, see the process integrations with 
one to another, addressing cross-process issues, and translating enterprise concerns 
into process issues. (vom Brocke and Rosemann 2010: 8-9) 
 
The principle of system thinking relies on the fact that the components of systems 
interact with each other. The system uses feedback received from its environment. 
Business system thinking also promotes the understanding the whole and impacts. 
This approach is important because it prevents the people in the system acting in the 
way that would adversely affect the whole. System thinking also supports the idea to 
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find the balance between the short and long term. (Laamanen and Tinnilä 2009: 28.) 




Figure 5  Systems Perspective (Meredith and Shafer 2011: 8) 
A system is a holistic unit and a complex structure that has some form that is recog-
nized as a set of related supplements that have some identified structured relationship. 
Thus processes that produce outputs of entire enterprise can be seen as a part of the 
business system. (Watson 1994: 36.) Inputs of the process in a production system 
include facilities, labour, capital, equipment and raw materials. Another very important 
but perhaps less obvious input is knowledge of how to transform the inputs to outputs. 
The employees in the organization hold this knowledge. Transformation process is 
the part of the system that adds value to the inputs. Value can be added to an entity in 
a number of ways and four common ways are: alternation, transportation, storage and 
inspection. Value can be also added as using combinations of the methods. Outputs 
from the production system are determined usually in two types: products and services. 
Generally, products are physical goods and services are a bundle of benefits some of 
which may be tangible and others intangible, and they may accompanied by facilitating 
goods.  
The environment includes actions that are the outside of the actual production system 
but they have an influence on it. Customers, suppliers, competitors, technology and 
economy are included in the environment were the systems are. For example a large 
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amount of inputs to a production system are acquired from the environment. Also gov-
ernment regulations related to pollution control and workplace safety affect the trans-
formation system. The customers’ changes of needs and competitor’s new product 
releases or new advanced product technology can affect the satisfaction level of the 
current production system’s outputs.  
Control and monitor are needed to make sure that processes, environment, and out-
puts are followed by the strategy so that the inputs and transformation processes are 
appropriate and align with the goals and vision. To do so, the key factors have to be 
carefully determined and then controlled. To success in monitoring, it has to be based 
on the criteria and standards because they dictate, or at least constrain the set of rele-
vant measures.  However, quite often standards and criteria will change because of the 
factors that are not under the control of management. (Meredith and Shafer  2011: 7-
15.) 
3.3 Managing the Human and the Knowledge  
An organization’s success is affected particularly by understanding gained knowledge 
from the complete system including circumstances, processes, strategies and goals. 
Challenges in the organizations are linked to the issue of understanding personnel’s 
own influences on its success. (Laamanen and Tinnilä 2009: 78.)  
Knowledge management has more and more domination to discussions in nowadays 
business management. Knowledge management deals with the question of using 
available know-how and how to find organizational structures that are suited for the 
support, creation, distribution and maintenance of this knowledge. (Becker, Kugeler 
and Rosemann 2003: 275.)  
According to Davenport’s (2006: 26-27, 35) determination of knowledge work is done 
by the specialist in their field, key innovators in today’s organization enable the organi-
zational growth. Knowledge workers invent products and services, design marketing 
programs and create strategies. Typical for knowledge workers is that either they find 
knowledge, create it, package it, distribute it, or apply it.  This kind of expertise should 
be managed carefully through process management. They should be treated alike 
when trying to improve an organization and a good way is to segment their characteris-
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tics to find out the differences between them.  The level of expertise can be described 
through the matrix in Figure 6. Four types of knowledge workers are based on level of 
the expertise and the level of the coordination in the work. The dimensions are im-
portant because the level of collaboration often drives the degree of structure, and level 
of complexity of the work can dictate how much knowledge is needed to perform it suc-
cessfully.  
It is stated that many knowledge workers will regard formal process orientated ap-
proach as a bureaucratic, procedural frustration. It would be better to see the possibility 
that a process orientation is beneficial to knowledge workers; discipline and structure 
will not exclude creativeness and improvisational methods, vice versa, knowledge 
workers will benefit from the process aspects.  
 
Figure 6 Dimensions of Knowledge Workers (Davenport 2005: 27) 
Transaction work is usually easily structured in process terms than any other, be-
cause the work is generally repeatable and people who do the work have less possibili-
ties or interest to perform the work as they like. A transaction worker could be found 
from the call center, for example. The opposite chart stands for collaboration workers 
who have iterative and collaborative approach to work. These kinds of workers usually 
present a challenge to process-orientated managers. They are willing to do they work 
without any detailed structures and they usually have the power and the independence 
to resist process orientated perspective. The collaboration work is perhaps the most 
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difficult to improve in any structured way, because the characteristic is very iteral and 
improvisational. (Davenport 2005: 27-28) 
Integration work is relatively structured, and often the gained knowledge assets are 
tried to reuse. For example companies doing software development try to get pro-
grammers to store their code in the libraries for later use. Reuse would probably be 
less successful in more expert and collaborative work. Expert work is mainly done by 
the individuals, and usually experts value their own knowledge particularly high, it can 
be difficult to get them adopt someone else’s knowledge. (vom Brocke and Rosemann: 
17-24) 
The critics against Davenport’s four dimensions are that no one or not even two dimen-
sions can capture the complexity of knowledge-intensive process. It also an important 
aspect, that organizations cannot improve all the knowledge worker roles at once. They 
have to prioritize which knowledge-oriented jobs companies think that is most critical to 
achieve of the organization’s strategy. (Davenport 2005: 26-33, 38.) 
An important factor to realize is the practice and understanding of how individual work-
ers respond to the real world of work, and how they undertake their assigned tasks. 
Process work is a designing, modeling and engineering activity which is usually created 
by teams of analysts or consultants who do not actually do the work in question and 
often have only one viewpoint to the approach. A process design is fundamentally an 
abstraction of how work should be done in the future. When implementing the new de-
sign of model both aspects, the process in knowledge and practice should be consid-
ered. This is mainly because just focusing on the theory of process knowledge, the new 
design is probably not going to implemented successfully because the reality would not 
be the same. On the other hand, a pure practice is not helpful either and it would lead 
to a detailed description of today’s work activities, but it may not improve them much. 










The combination of a process and practice orientation is best-case-scenario: 
 Involve the knowledge workers in designing of the new process. What would 
they like to see changed and what is most likely stopping them from being ef-
fective and efficient. 
 Treat experienced workers as real experts. Get them on your side with credible 
assurances that your goal is to make their lives better. 
 Devote attention to spend the “as is” model and “to be” model equally. 
Knowledge work is invisible, and it takes a while to understand the flow, ration-
al, and variations for the work process.  
Enlist analysts who have actually done the work before. (vom Brocke and Rosemann 
2010: 27.) 
3.4 Managing Performance  
Processes are dynamic and requirements for them change over time, as does they 
performance. Laamanen (2001: 151-152) determines the performance to ability to 
achieve desired results. Performance is related to customers, products and services, 
resources and inputs.   
 
Performance measuring has many functions. Usually performance metrics have eco-
nomic dimensions. Profitability is the most important performance metric which defines 
the company’s possibility to produce profit. The relation between outputs and inputs is 
described by the productivity. The better output with smaller input is the objective. 
Economy means the company’s ability to perform the output affordably, or ability to 
perform better with current resources. The competitiveness is the leading performance 
measuring to describe the success in the market. In addition, global competition re-
quires also non-economic metrics to support development of company’s performance 
(Ukko et al. 2007: 3-4.) Figure 7 illustrates the dimensions of measuring performance 





Figure 7 Performance Measuring (Laamanen 2001: 50) 
 
The competitive factors can be seen as the company’s wishes to compete. The char-
acteristic for those is that they describe the things that customer can see or experience, 
and for example competitive factors could be reliability of original promise date, exper-
tise of staff and/ or prompt advice response.  In the terms of performance measuring, 
the competitive factors can be also turned to performance objectives, the dimensions 
which will satisfy the market requirements. Figure 7 presents the five critical perfor-
mance objectives that are derived from customer’s needs: quality, speed, dependabil-
ity, flexibility and cost. It is worth examining each of the performance objectives in a 





Figure 8 Performance Objectives (Slack and Lewis 2006: 43). 
 
Quality has many definitions. Most of the definitions refer to specification of product or 
service. It can mean appropriate specification when product or service is fit for purpose, 
or quality can concern operation itself, so called conformance quality. It refers to the 
operations’ ability to produce goods and services to their defined specification consist-
ently and reliably. (Slack and Lewis 2002: 78, 40-43.) Quality gives satisfaction to cus-
tomer (Kivelä 2011: 2). 
 
Customer focus survey is a good way of bringing customer’s feedback to process, but it 
is not a good performance metric. On the other hand, a survey has emotional sensi-
tiveness which means that negative feelings tend to be emphasized and positive hin-
dered, especially if negative one occurred just before asking the customers’ percep-
tions. (Laamanen 2001: 157.) 
Speed indicates the time between the beginning of an operations process and its end. 
It an elapsed time, from customer’s point of view the total process starts when they 
become aware of the need for the product or service and ends when they are com-
pletely satisfied with its installation. According to Laamanen and Tinnilä (2009: 101) the 
whole concept of time is seen as a performance metric. In delivery, typical cycle times 




Dependability is used in this circumstance to keep the promised delivery time, in other 
words:  
Dependability = delivery time given to customer – actual delivery   
The two performance factors are linked into this, for example theoretically, one could 
achieve high dependability by quoting long delivery times. In which case the difference 
between the expected delivery time and the time quoted to the customer is being used 
as an insurance against lack of dependability within operations. However, companies 
who try to hide poor dependability inside long lead-times can end up being poor at 
both. Usually two reasons are found for this: firstly, delivery times tend to expand to fill 
the time available, secondly, long delivery terms are often the result of internal re-
sponse, high work-in-progress, and large amount of non-value-added time. All of these 
cause confusion, complexity and lack of control which are the main root cause for poor 
dependability. (Slack and Lewis 2002: 78, 40-43.) 
Flexibility can be determined as an ability to bend. An operation that moves quickly, 
smoothly and cheaply from doing one thing to doing another should be considered as  
more flexible than the one which can only achieve the same change at greater cost or 
organizational disruption. The cost and time of making change are the friction elements 
of flexibility. They define the response of the system. Usually for most types of flexibil-
ity, time is a good indicator of cost and disruption. (Slack and Lewis 2002: 40-43.) 
Cost is the most important objective. It is a consumption of a resource or input used by 
an organization in terms of money (Laamanen and Tinnilä 2009: 97). The lower pro-
duction costs enable lower prices for the customer. Despite the fact that some compa-
nies compete in things other than price will be interested in keeping their costs low. 
Cost is generated by performing activities, and cost advantage arises from performing 
particular activities more efficiently than competitors. Similarly, differentiation arises 
from both the choice of activities and how they are performed. Activities, then, are the 
basic units of competitive advantage. (Porter 1996). The purpose is to allocate the 
costs and revenues in the desired manner, for example product and services process-
es and customer. These allocations are used to assess the financial efficiency of an 
item. Activity-based costing, which assigns the cost of each activity to all products and 
services according to actual consumption by each is usually used to assess efficiency 
of processes. (Slack and Lewis 2002: 40-43.) 
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The whole idea of generic performance objectives is that they can be clearly related on 
some aspects of external market positioning, through their connection with competitive 
objectives, and can be visibly connected to the internal decisions which are made con-
cerning the operations resources. After all, these competitive factors should be priori-
tised according to needs and expectations of customer within the target market. (Slack 
and Lewis 2002: 45-51.) 
The last aspect is in horizontal co-operation of all participants, including the customer 
processes as well. The most successful companies have usually very high degree of 
integration of people involved in the process. Furthermore, performance has to be 
measured in a way that costs of measuring are not higher than the benefits or profits. 
This also has impact on the designing of performance metrics. (Laamanen, Kai. 2001: 
149-176.) The requirements for the design of performance measurement are listed in 
Figure 9.  
The key message of performance measuring can be compressed to sentences: 
If you cannot measure, you do not understand. 
If you do not understand, you cannot manage. 
If you do not manage, you cannot improve. 
If you do not manage, you cannot separate success and failure.  





Figure 9 Requirements for the Performance Metrics (Toivanen 2010.) 
The common error is made when monitoring data is gathered information that is clearly 
related to performance but has little or no probability of changing significantly from one 
collection period to the next. According to Likierman (2009: 1-2) both qualitative and 
quantitative measurements are needed. It is not worth focusing too much on past indi-
cators of own success either.  
The trap that company usually falls into is measuring and looking only the figures inside 
the company: benchmarking is needed outside the organization to see how well rivals 
are performing in the same area.  The second trap is backward looking; performance 
package almost certainly includes comparisons between this year and last. Beating last 
year’s figures is not the point because performance measurement system needs to tell 
whether the decisions are going to help the company in the upcoming moths.  One 
common trap is also gaming with the metrics. Manipulating the figures cannot be pre-
vented, no matter how outstanding the organization is. The moment when company 
chooses to manage by the metric, the manipulation takes its part. Metrics are the only 
proxies for performance. That is why diversifying the metrics makes the gaming more 
difficult. (Likierman 2009: 1-4) 
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4 Theory of Business Process Thinking at Micro Level 
Process walkthrough enables people in the process to realize those functions and 
tasks which are relevant for value-adding. The process walkthrough generates the pro-
cess description, and the description is a way of spreading information. By increasing 
the knowledge of the process and its relation to organizations is the way to understand, 
analyse and develop the business processes, and process description is an efficient 
approach to point out critical stages. (Laamanen2001: 75.) 
In order to understand business processes, the rough and clear description is enough 
to create understanding. To improve and develop parts of the process, more detailed 
description of the object is valid and needed. In Figure 11 the process walkthrough is a 
part of on-going management process (Laamanen 2001: 50, 79).  
A good process model and description: 
 Includes critical steps of the process  
 Relations between tasks 
 Helps to understand ensemble and, its own role  
 Enables collaboration between human in process (Laamanen 2001: 76.) 
 
 




The importance of description technique should be remembered while creating sam-
ples. The model of flowcharts has to be simple and unnecessary symbols should not 
be used and usually they do not serve anything. Right and clear technique enables to 
better understanding of the outlined object.  (Laamanen 2001: 79.) 
The few characteristics should be understood in basic flowcharts. First of all the roles 
should be described and often those are figured on the left side of Swim-lane flow 
chart. It is even better, when actual persons are described, so people can define their 
actual meaning as a part of the process. Roles are often presented in a hierarchy level 
from top to down but it is not necessary, and also the customer should be placed to 
description. By placing the customer in the top of the flowchart is a way to emphasize 
the meaning of the customer and how process creates added value to customer. For 
core processes it is easy to determine but for supporting processes it might be more 
difficult. (Laamanen 2001: 81.)  
4.1 Purposes for Business Process Walkthrough 
Rosemann (Becker, Kugeler and Rosemann 2003: 41-43) states that by defining the 
process structures and limitations in a proper way companies are able to show the 
starting and the ending point of their processes. A properly made process model is an 
effective way of communication. Figure 10 is derived from the book and presents the 
possible purposes of process models.  Each of the purpose is described shortly to cre-




Figure 11 Usage of Process Models ((Becker, Kugeler and Rosemann 2003: 48) 
Process models can be used as organization documentation: the work is more 
transparent and so as to communicate the process more efficiently for example the 
training of employees. Many companies have organizational charts available but those 
are often insufficient documentation material alone. That is why detailed models and 
descriptions together with organizational charts are used as an input for job descrip-
tions. The models should be intuitive because, in principle, every organization member 
should be able to understand the models.  
The models in re-engineering use are maybe the most popular way to utilize their po-
tential. The models are used by the managers to identify the weaknesses of the pro-
cess. Process-oriented reorganization is only possible when sufficiently formal mod-
els are drawn in order to allow automated comparison of proposed new scenarios and 
as-is models. The continuation of process-oriented organization is process change 
management, which means long-term planning, execution and control of process. All 
deviations must be investigated to see if the result from an inadequate process model 
is ineffective process execution. Thus control is needed in continuous process man-
agement. The related tools should be able to support controlling such as early warning 
systems or data aggregation.  
Benchmarking is a description of the approach of comparing the individual structure 
and performance with available either internal or external references. The denoted ref-
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erence values are supposed to present the best practice or at least better practice. 
Process models containing appropriate attributes are recommended for this purpose 
since they allow comparison of the process parameters such as the process output. 
The pre-requisite for this purpose is the availability of the comparability of the related 
processes which are used as benchmarks. (Becker, Kugeler and Rosemann 2003: 45.) 
A workflow is determined as the part of the process that includes timely and logical 
sequence of activities. Information, data and resources that are involved in the execu-
tion of this job are also recorded. The main objective is in automation; automated pro-
cess execution where the transitions between the individual activities are controlled by 
workflow management system, and usually this is linked into the transaction of an 
ERP-system. (Becker, Kugeler, Rosemann 2003: 41-47.) Workflow activities specify 
the resources that can be taken over the execution. Those resources can be for exam-
ple employees, machines or software resources. Normally workflow projects are start-
ed after business process modelling. It is relevant to understand that when business 
process modelling focuses on organizational design, workflow management concen-
trates on the IT-support, thus available process models have to be adapted to the 
workflow management purposes. (Michael zur Mühlen in Process Management: A 
guide for Design of Business Process 2003: 264). Not every business is suitable for 
support by workflow management system and challenges and possibilities have to be 
recognized. The major benefits are in coordination when tasks are in the electronic 
support if process execution and manual work is reduced. Related transportation times 
are minimized and equal process objects are processed in the same way. This contrib-
utes to process mastering and process quality improvement. (Becker, Kugeler and 
Rosemann 2003: 263-274.) 
In order to achieve long-term survival in the market, the quality of a product and service 
are extremely required, in addition to cost and delivery time. Certification is one way 
to demonstrate to customers that process and structures of a company are suited to 
produce high quality products. As such, organization models and business process 
models are required for this task.  
Software development and selection of ERP -system, both need reference process 
models. For the purpose of software selection the evaluation of the extended reference 
modes have to be examined.  Also Enterprise Systems need a full parameter-based 
configuration, which is also known as customizing. Reference models are created to 
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provide valuable insights into software functionality and can be considered as an im-
portant input for related decisions. (Becker, Kugeler, Rosemann 2003: 45-46.) 
The listed purposes differ in the terms of usage. This obviously forces the process 
models to meet certain different requirements, and for example content and methodol-
ogy differs depending on the purpose (Becker, Kugeler, Rosemann 2003: 41-47).  
4.2 Standardization vs. Harmonization 
Both standardizing and harmonization are needed to improve process performance, 
reduce costs for process maintenance, and give top management more control over 
the operations. The three levels of the company service architecture are subject to 
standardization and harmonization: strategic positioning and strategy, business pro-
cesses and information technology; configuration of ERP -system. (Richen and Stein-
horst 2005.) 
 
Standardization can be determined as a creation of uniform business process across 
various divisions. The results are that processes meet their cost and performance ob-
jective using a well-determined practice, thus reducing risk of failure. Through stand-
ardization, individual business units can share expenses and will benefit cross-
functional business process management. Company-wide development of business 
process lowers the total expenses, using economics of scale. (Richen and Steinhorst 
2005.) 
 
Harmonization looks at differences between process standards and sets bounds to 
the degree of variation. In the context of business process management, harmonization 
determines the extent of standards and which way they fit together, but does not try to 








The most popular measure for performance is the cost of executing the process, how-
ever the quality of the results should be considered as vital measurement for perfor-
mance.  
The clear advantages from standardization include: 
 Reliable process, variation in quality are minimized 
 Less expenses in development of innovative new practices, and less expenses 
in the administration of process 
 Comparing the performance between different units is more possible 
 Process standardization is requested for the standardization of IT systems 
 
Criteria for standardization is that decisions about standardising are process-specific 
and requirements processes are similar. Business environment is causing the varia-
tions in requirements and for example misunderstanding of requirements occurs when 
a company is trying to fit different kinds of operations to single standard (e.g squeezing 
a Make-to-Order operation and a Make-to-Stock operation.). 
The following is a checklist for the cases when business process should not be stand-
ardised without carefully looking into details: 
 Strategy considerations: different strategic positioning for example between 
low-cost and high-end production 
 Business Processes: Consider all processes of the extended value chain. Pro-
cess that belong to different types of logistics, sales channels, or product devel-
opment are hard to standardize 
o Type of logistics, comparing Make-to-Order, Make-to-Stock, or Engi-
neering-to-Order 
o Geography and compliance: Country-specific requirements in financial 
reporting, HR customs, data archiving etc. 
 Information technology: Business process design has a major impact on the 
configuration of IT. Additional criteria, beyond those for business processes, in-
volve different requirements for hardware, operating systems or databases and 
incompatible interfaces. 
When analysing a given process through quantitative criteria, one has to think of 
costs and benefits that are quantified. Assuming that there are a number of existing 
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variants in a given process also raise a question should a new process variant substi-
tute the existing ones. Standardization requires following aspects to reach its objective: 
 Process performance is measured in terms of reaching process objectives and 
those objectives are derived of the respective process chain 
 Expenses for developing and rolling out the standard process variant 
 Cost savings that raise from sustaining just one rather that many variants of the 
same process (Richen and Steinhorst 2005.) 
Harmonization finds the best compromise between too many and too few standards. 
The ideal number is a trade-off between two factors. First a smaller number of process 
variants increases the agility of changes and lowers the cost of business process 
maintenance. The second factor is that having a higher number of process variants 
enables better requirement of every part of the organization, however ignoring the fact 
that requirements increase the total cost. An additional consideration for harmonization 
across processes is managing standards efficiently. Process definitions should hierar-
chically divide end-to-end sequences of process, so every process element contributes 
directly to the performance of the higher-level process. (Richen and Steinhorst 2005.) 
Harmonization avoids a one-size-fits-all approach. It tries to look for a compromise be-
tween too many and too few process standards and avoids inconsistencies between 
standards. Both harmonization and standardization need management support. Man-
agement establishes standardization criteria and ensures that focus remains the overall 
performance improvement. (Richen and Steinhorst 2005.) 
4.3 Process Evaluation 
The primary goal of as-is modelling is the presentation of the existing structures and 
processes in a company, and only known and obvious weaknesses and potential im-
provements are documented. The goal of as-is modeling is to create a complete list of 
weaknesses and potential improvements based on the collected models. In addition, 
reference models and benchmarking results can be used to identify weaknesses and 
potential improvements. In order to evaluate the analysed as-is models, the objectives 
of a company must be carefully examined. The goal of benchmarking is a continuous 
comparison of parameters between company and its units to judge the competitive-
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ness. Selecting the measuring object is key criteria, but challenges will rise when suita-
ble comparison partner should be found; other companies do not usually reveal their 
competition critical data. Benchmarking can complement the documentation of struc-
tures a processes within the scope of as-is modelling to identify weaknesses.  (Becker, 
Kugeler and Rosemann 2003: 122-128.) 
Adequate IT support for the organizational structures and business processes is a criti-
cal success factor in modern companies. Therefore, as-is models should be analysed 
for the following potential problems for example: 
 Missing functionality in existing application systems 
 Use of different information and communication systems for the same task in 
different company areas, the result is high administrative costs, incompatible in-
terfaces, and communication problems 
 Insufficient electronic data exchange with business (for example orders, delivery 
notes, and invoices) 
 Lack of applying new technologies such as workflow management systems, 
electronic document management, web services etc. (Becker, Kugeler, Rose-
mann 2003: 123) 
 
Laamanen (2001: 97) states that four types of evaluation are recommended to organi-
zation. First, process executives will have responsibility to evaluate that model, descrip-
tion and structure of the process is technically relevant. Second, management execu-
tives will check that process description will follow the workflow. Third, key performers 
will evaluate that critical tasks are in line with process and are described in a proper 
way. Fourth, process performers will understand their part and role in the process. After 
the analysis is done for the examined process, the improvements should be realised 




5 Theory of Business Process Improvement  
It is proven that measuring, re-engineering and re-designing as well as improving has 
great positive influence on the quality of products, lead times and speed of the deliver-
ies, and other key competence factors. 
Still, the improvement and development of the process changes has happened in very 
slow run and required changes have been difficult to implement among organizations’ 
operations. (Hammer 2007: 1-3.) 
5.1 Re-engineering and Continuous Process Management 
Business Process Re-engineering (BPR) is customer-centric approach to improve pro-
cesses, and  re-designing the process is often the only way to improve the perfor-
mance dramatically because it will eliminate many non- value-adding activities that are 
the source of costs, errors and delays, usually re-engineering helps companies to 
come up with new ideas. (Hammer 2007: 1-3.) 
The heart of re-engineering is the idea of discontinuous thinking. Re-engineering re-
quires looking at fundamental processes of the business from cross-functional perspec-
tive. The one way of ensure that re-engineering has cross-functional perspective is to 
assemble a team that represents the functional units involved in the process being re-
engineered and all the units that depend on it. The team has to analyse and scrutinise 
the existing process until it really understands what the process is trying to accomplish. 
Creating new rules tailored to modern environment ultimately requires a new concep-
tualisation of business processes. (Hammer 1990: 4-5) 
A lot of time is spent on getting managers’ approval which is slowing down the process 
flow. The decisions point has to be there where the work is performed, and build con-
trol into process. Instead of focusing on the fact that information is following the organi-
zational hierarchy, the decision-making should be integrated to the process. Therefore, 
pyramidal management layers can be compressed and the organization flattened. The 
information should be captured only once and using general on-line databases where 
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all the necessary people have access is a simple rule to follow. Re-engineering triggers 
changes of many kinds, not just business process itself. Job designs, organizational 
structures, management systems, anything associated with the process must be re-
fashioned in an integrated way. (Hammer 1990: 1-6) 
After implementing the new re-designed organization model, this organization must be 
managed and controlled. Processes tasks, resources and goals for operation of imple-
mented process are framed by continuous process management. Company should 
permanently adapt to changing conditions in turbulent market environment and only 
making the process management continual, the strategic creativity is guaranteed.  
(Becker, Kugeler and Rosemann 2003: 237). Continuous improvement should be self-
evident for the business organizations, and only improving business enables to com-
peting against rivals.  Plan Do Check Act (PDCA) is a basis of continuous improvement 
thinking (Kivelä 2011).  
Figure 12 implicates four phases which are identified and repeated periodically: model-
ling, execution, analysis and redefinition. Process re-engineering is seen as a separate 
phase, which is more or less greater improvement action and the results are controlled 
over continuous process management. Continuous process management is good way 
to stabilize re-engineered processes. The model retells the plan-do-check-act cycle. 
Based on predefined values for to be-model and based on execution data, the pro-
cesses are analysed and evaluated to find out whether or not they match with the goals 





Figure 12 Cycle of Continuous Process Management (Becker, Kugeler and Rosemann 2003: 
239). 
Normally the implementation of re-engineered process or regenerated process is not 
done immediately but involves modification of basic process models. This can be the 
case if the proposals for redesign and/or optimization are not detailed enough to be put 
directly into practice and therefore require further individualization. The re-engineered 
processes need to be stabilised, consolidated and further developed. Continuous pro-
cess management is an on-going task that accompanies the communication and con-
version of the process. Improvement suggestions cannot be converted immediately in 
the existing form. The process orientation can only build and developed step-by-step. 
(Becker, Kugeler and Rosemann 2003: 235.) 
The last fact is that no one in the organizations wants re-engineering. This requires that 
executives have a real vision which is guided by right leadership. Only top-level man-
agers can implement the vision among organization. (Hammer 1990: 4-5.) 
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5.2  Complete Change Management 
No process stays effective forever in the face of change. Markets change over time, 
customer demographics and needs are not a constant neither are market require-
ments. Resource-based capabilities develop over time. Customer needs change, new 
technologies come and go, and what used to be high level of performance becomes a 
poor one – and time will replace formerly good process with a new one. (Slack and 
Lewis 2002: 78.) 
According to Kotter (1996: 17) the main sources of the changes are the economic and 
social forces which are driving the need for change in organizations. The sources are 
categorized into technological changes, international economic integration (e.g. more 
global capital flows), domestic market maturation within the more developed countries 
(e.g. slower domestic growth), and the collapse of worldwide communism (e.g. more 
countries are linked to capitalist system and more privatization). The company which is 
able to change is also able to adapt to the market. (Kotter 1996: 17-20). When under-
standing these facts, it is easier to convince that change is needed in the organization.  
The resistance of change is more or less raised when people feel their environment is 
more likely to change or which has changed. The most important is that resistance is 
anticipated. (Gillot 2008: 69.) Change resistance is normal cause when people think 
their own comfort zone is threatened. People who resist the change think that planned 
change is not affordable for them. In starting phase, the focus should be are in the 
people who are mutual with the idea of change. The quick start is more important than 
bending the opposite thoughts.  (Laamanen 2001: 270-271.) 
 
One of the techniques to reduce resistance is to identify the participants in the process; 
the performers’ voice, their motivation and participation has key role in developing and 
quality management. Training can promote attitudes toward changes. To succeed in 
change, the emotions are the first matter that affects it. Change process is an emotion 
process. To get employees to constrict to the change, the change has to be accepted 
and understood. If people do not understand something, the constriction is difficult. 
That is why communication has key role in change management. When basic plans of 
change have been done and new models are pushed through, the certain chaotic 
phase exists; letting go of old and implementing the new, even though the new model 
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is not fully managed. Testing the new model should be done before the whole imple-
mentation. Figure 13 introduces the steps that will guide to successful change across 
the organization. (Laamanen 2001: 258-272.) 
 
Figure 13 Leading change in the organization (Laamanen 2001: 272) 
Certain dimensions for organizational change can be found. Nevertheless, predicting 
and planning the whole change process is difficult beforehand. Understanding these 
dimensions will help planning the steps of change: recognizing, vision, energizing, test-
ing, implementing and imprinting. 
 
Recognizing means that key people (top-management) in the organization are mutual 
with the idea of change. The benefits, challenges and causality of change have to be 
described in this phase. The vision, improving challenge and deduction for the problem 
should be noticed in the first phase. After Recognizing the people, who participate in 
implementing the new model, are responsible for creating general and common vision 
of change model and new state. The critical success factors should be noticed in this 
phase. Essential for this dimension is to analyse the risks of the change, perceived by 
people who contribute to the change. Also planning the roles and choosing the right 
people for them are done in vision-phase. The result of visioning is an operating model 
where responsibilities, time tables, tasks and goals are described. The change has 
status and a vision of a new operating model is created.  
 
The meaning of energising is to contribute to the idea of change among people whom 
the change concerns. The aim is to understand the essentials and possibilities of 
change. The challenge is usually the fear of the unknown. Even though the current 
state would not be the best solution, it is still a safe environment. At this state, people 
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decide whether to direct their energy to new, or stay in the old option. The result of this 
phase is increased knowledge among people who are involved to change somehow, as 
well as their understanding of upcoming. It is important to create list of concepts as well 
as the communication plan and material. After the new operation model is communi-
cated, testing is followed. Testing is the phase where the key people plan, execute and 
get feedback of the changes in practice. This can be also called pilot phase where the 
ideas are actualised. The essential in this phase is to contemplate the new operational 
model into practice. The challenges are the old ways to think and perform; routines, 
self-indulgence and time-used habits. 
 
Implementing in this circumstance means that the people who are involved to change, 
will be trained according to the new model and information systems will be changed to 
support the new operations model. The base for applying the new model widely is cre-
ated in this phase. Challenge in implementing phase is changing the routines. Also new 
is not new anymore, meaning  that lucrative disappears even though the actual change 
has not yet happened in the organization. The results after implementing are requested 
knowledge to perform according to new model, new tools and information systems, a 
rewarding system in which performers know the requirements for the process goals 
and how they are rewarded.  
 
The desired results that are followed after change should be rewarded. Performance 
measuring is essential in the imprinting phase, so that the return to old manners is 
prevented. The purpose of this phase is to contribute to the positive attitude of change. 
Continual feedback is needed for developing new goals. The risk in this phase is to quit 
measuring the change too early. The reality is that the actual imprinting is put into test 
in the first crisis, and especially when challenges are faced the old models and ways to 
work are a lucrative option. The results are reports of the progress and development, 
corrective actions to negative feedback, breaking the connection to old way of working 
and rewards. 
 
Renewing is the last lesson to learn. Leading the change is measured and evaluated, 
and goal is to learn through the change projects. The gained knowledge of how to lead 
changes can be applied in the future, so the next project and initiatives are leaded 
more efficiently. The key of this phase is to learn and apply the gained knowledge and 
apply them in new situations. The challenge is to keep renewing on-going instead of 
sticking to rut. The routines and self-indulgence will take the place after new actions 
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and models are internalised and learnt, even though the surrounding environment will 
change and new opportunities will rise. The results of the renewing are changes and 
improvements to execution and operational model, evaluation reports and realising the 
need of the new improvements. (Laamanen 2001: 258-272.) 
5.3 Customer Focused Quality 
Quality is executed in processes. Each process has a customer whose feedback and 
information of satisfaction is needed development in the process, and to make the or-
ganization more customer-centric. The customer in the role of payer, chooser and user 
is always interested in quality. In addition, quality is linked to execution of all efficient 
and results-producing operations and management. Quality management has pro-
duced a number of practical methods for improving quality and processes for example 
ISO900 standards, auditing, benchmarking, continuous improvement, statistical pro-
cess control, Six Sigma and Lean Management (Lean). (Laamanen and Tinnilä 2009: 
25.) 
Lean is a philosophy that seeks to eliminate all types of the waste whether it be exces-
sive lead times, carrying excessive levels of inventory, workers or parts travelling ex-
cessive distances. Waste can be thought of as an activity that does not add value for 
the customer, a strong customer orientation is central with Lean. Lean has a Japanese 
background and it is the given name to Toyota Production system, because exactly 
Toyota began developing its approach to manufacturing shortly after WWII. The Japa-
nese culture and history are reflecting to lean thinking; small country and limited re-
sources, and large population are the aspects that have forced to create ways to better 
performance. The system is known for its minimal uses of resources and elimination of 
all forms of waste, including time, continually proving processes and systems, main-
taining respect for all workers.  The essential goal for lean is to accomplish more with 
fewer resources. Less workers, inventory space equipment, time, scarp a so on. (Mer-





The five principles of lean thinking are listed: 
1. Specify value for the customer’s point of view 
 
2. Identify the value stream, the complete set of activities required to create the 
output valued by the customer 
 
3. Make value flow though the value stream by eliminating non-value added activi-
ties and streamlining the remaining value added steps. 
 
4. Have the customer pull value through the value stream. 
 
5. Pursue perfection. 
It is important to recognize that value is ultimately defined by the customer. One way to 
define the value is to reflect what and how much a customer is willing to pay for the 
particular product or service. Alternatively, the other common definition of value is the 
opposite; waste. The seven categories are classified in Figure 14. 
 
Figure 14 The Seven Categories of Waste (Meredith and Shafer 2011: 184-185) 
Overproduction means creating more output than needed. Inventory requires space for 
storage leading to lease and utility expenses, and most of the work from customer’s 
point of view is not added value. Waiting is related to delays, events that prevent work-
ers from performing their work. Unnecessary transporting minimised, and the goal of 
lean is to see the ways to reduce the distance between people or work.  
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Unnecessary processing describes all the extra steps in a process, for example enter-
ing same information to multiple places in the process or reworking of defective parts. 
Unnecessary human motions have to be reduced. Designing the workplace where un-
necessary motions are optimized and efficiency of workers is increased. Using the hu-
man body efficiently contributes to the health of the employees, but it is also a key to 
productivity in the organization. Defect; parts that must be reworked or some cases 
scrapped represent final category of waste. The key to provide outputs that are valued 
by the customer is developing a solid understanding of customer needs. (Meredith and 
Shafer 2011: 184-185.) 
After value is defined from customer point of view, the next step is to identify the set of 
activities that create the customer-valued output.  The value streaming means that ac-
tivities are categorised as value-added, non-value added but necessary, and non-
value-added and not necessary. The challenge is to identify how these activities are 
performed in way which is more value adding and less resources are used. Likewise 
the challenge for the both types of non-value-added activities is to identify opportunities 
to eliminate them or perhaps turn the activity into something that is value by the cus-




6 The Business Process Walkthrough - Case: Customer Service Europe 
The section presents the empirical part of the study. The business case is based on 
globally working Customer Service Function in Europe which is handling projects in 
Make-to-Order delivery process, in technology industry. The reach the study objective it 
is essential to realize the current state of the process and get it documented. Process 
walkthrough in these circumstances means describing the activities done in the pro-
cess, step-by-step. Primary need for remodelling  
As Laamanen (2001: 75) stated in Chapter 4.1 process walkthrough generates the pro-
cess description, and the description is a way of spreading information. By increasing 
the knowledge of the process and its relation to organizations is the way to understand, 
analyse and develop the business processes. Process models and description are an 
efficient way to create the understanding of value creation, possibilities and weakness-
es and relation to other processes as well as the information flow in the whole system. 
The walkthrough is a kick-off for the improvement and development and strategy im-
plementation to achieve the high performance.  
6.1 The Description of the Studied Business Process and Data Collection 
The order handling process is a part of the total delivery process from supply line per-
spective. Thus, the process is also part of the case company’s core process.  The 
process has been modelled in the past but variations and country specific operations 
have not been described before. The list of deviations was created to Deviation Matrix 
(Appendix 2). Deviation, in these circumstances means the activities done in the pro-
cess that are not documented and differ from the basic workflow. The deviations are 
caused by many reasons and analysis of the case process is partly focusing to under-
standing of the possible and actual reasons to the deviations. The employees are 
called knowledge workers for the reason that a process needs specialists to operate in 
the best relentless way. 
The customer service function has two Make-to-Order delivery processes and accord-
ing to the limitation pointed out in the introduction only one process: the more demand-
ing order handling where the costs and time are depending on the material’s lead time. 
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The other limitation was set to concern only the process in Finland, because the same 
customer service function is handling orders in Area 3 (See Figure 15). Both processes 
belong to Customer Service Europe, but case process is operating in Finland. 
The empirical part was conducted by following the principles proposed by the business 
process management literature according to Table 1.  
Table 1 Theoretical framework used in the analysis of the process and the perspectives 
 
Process Enablers & 
Systems Thinking 
















standing the whole 
  
Porter (1985, 1990)  
Value chain think-


















are met by using a 
well-determined 
practice and risk of 





and some degree 
of variation. Avoids 
one-size-fits-for-all 
mentality. 
The function and the purpose of order handling process is determined, as well as its 
relation to organization.  Aspects of systems thinking are considered to recognize envi-
ronment’s impact to process. Examination of the Hammer’s (2007) five critical enablers 
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were design, performers, infrastructure, owner and metrics, but only design, metrics, 
infrastructure and performers are evaluated. Owner and performers are given less at-
tention. Also Davenport’s (2005:27) proposal of worker’s different dimensions is used. 
The case process is also evaluated from the point of view of standardization and har-
monization.  
These critical aspects were evaluated by applying partial SWOT-analysis, where chal-
lenges and benefits were separated, to point out the strengths and weaknesses, the 
image of the process aspects became more substantial. Third, it is vital to understand 
the value creation. The evaluation of the aspects is reflecting the customer-centric ap-
proach and how they are supporting the case company’s strategy and vision to fulfil 
customer’s needs and on the other hand, how they can contribute to competitive fac-
tors. 
The qualitative data was received by semi-structured interview method in years 2012 
and 2013, where same or similar questions in order to get whole conception. Appendix 
3 shows framework used in interviews in which 14 performers and process owner were 
interviewed. The increase depth to the interviews probing questions were utilized dur-
ing the data collection. The models were created by Microsoft Vision modeling tool, and 
a detailed description was written to use it as documentation and instruction for later 
purposes. Models were drawn to workflow level and modeling technique was taken into 
account as Laamanen suggested (2001: 79), in order to see relation between ERP -
system and also to see the activities which are not followed in the workflow.  
6.2 Results of the Data Analysis 
The case company has front line and supply line, and this case process belongs to 
company’s total delivery process in Make-to-Order deliveries in demanding products. 
Figure 15 presents a general, simplified structure and order workflow through in the 
case customer service function.  
The process starts when sales office sends the order to supply line side at factory. The 
orders belong to customer’s projects which are relevant to also speak about project in 
the process, even though only products are delivered. The service function is contact 
point to sales and each country has an own contact point, customer service engineer. 
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The customer service function has an international interface which receives the orders 
from sales offices around the world. The case process ends when a product is released 
to production. That is the last activity done in ERP -system. Each area has an own cus-
tomers service function that is integrated to factories. Material handling and sourcing 
are common to all areas. 
 
Figure 15 Order flow in case company 
The inputs for the process are new orders, component orders, and technical support. 
The outputs for the case process are services to sale offices. Service to sales office 
can be: a delivery time confirmations, a price confirmation or technical support. Fur-
thermore, Deviation Matrix (See Appendix 2) shows that also different certificates after 
delivery are provided after the total process end-point.  The total output for the whole 
delivery process is the make-to-order product.  Figure 16 presents the high-level pro-
cess flow model; the responsibilities and activities done in each line. On the top of the 
model there is the sales office which can be seen as customer. Blue boxes are the 
most important milestones of the product delivery. Figure total delivery process is di-
vided to smaller processes inside the supply line. Milestones 0c, 1a, 2a and 3 are re-
sponsibility of Customer Service Engineer. The interface that order handling process 
has is multiple, because function is connected to horizontally, to sales as well as to 




Figure 16 Delivery Chain - Highlevel 
The order handling process has workflow structure monitored in ERP -system 
where the projects are timed and controlled. Communication is mainly done through 
email. As stated in Chapter 4.1 (pp. 27) workflow structure gives similar benefits as 
automated process execution where the transitions between the individual activities are 
controlled by workflow management system. The workflow structure of activities makes 
the measurement much easier. The main responsibilities for customer service engi-
neers are: 
1. Feasibility checking; orders are feasible to execute according to customer need 
2. Follow-up and inform; to vertical and horizontal direction if changes to promised 
dates are about to change because of the delay.  
3. Price calculations and confirmations to sales 
This function is responsible for checking the order specification through and clarifying 
the specification with sales offices. In other way around, this function tries to clarify that 
inputs, orders, are a line with company products and filled with adequate information, 
and also how feasible (according to law and regulations) the requirements are. In es-
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sence, the customer service engineers are specialists (the knowledge workers) in 
their field. In other words, the customer service engineer is controlling the process time 
tables.  
All the data of new order specification is saved into database by sales offices. The da-
tabase is an interface for clear communication because change history can be moni-
tored in that way and all the functions vertically and horizontally have access to the 
database. Other communication is done by email, phone or a most demanding project 
may require personal meeting with the sales office presenters.  
 
 
Figure 17 Workflow Activities 
The core workflow activities are described in Figure 17. Core activities add value 





 Order Acknowledgement 
 Drawing Send 
 Order Check 
 Pricing 
 Release to Production and Material Management 
 
 
The second group is categorized to activities if something changes during the delivery 
 
 
 Splitting the delivery 
 Component Order 
 Clarification 
 
The third group includes customer service activities which are not activities in ERP -
system but are considered as supporting activities. The activities are Start-up Meeting 
and Risk Analysis. Supporting activities are not adding value straight from customer’s 
point of view but are necessary to execute the process. Measuring of these is hap-
pened throughout follow-up tables where the necessary data is recorded.  
 
The fourth group includes only one activity, which is not recorded nor followed in ERP 
system, but still needed as a support for the sales in order to clarify unclear thing to 
sales. Technical supporting is provided before the order is received to the supply line 
side. The hours spent on technical supporting are not usually recorded nor is the type 
of supporting. Supporting, more or less, depends on the type of the projects that sales 
office is dealing with the customer. This activity is adding value from customer point of 
view. Technical supporting is modelled in Figure 21. (See Appendix 1 for details). 
If the order is tendered to sales, that has to be notified as well.  Figure 20 demonstrates 
customer service and tender. (Appendix 1). Link between the tender and order usually 
breaks and only way to check if the order is tendered, is to go through the Tender 
Book, where all tenders are recorded, in case if sales do not remember to mention the 
tender.  
The deviations are described in Appendix 2. The list includes activities that deviate 





6.3 Evaluation of Customer Service Process 
The environment is outside of the actual process, but it has its influence on the pro-
cess. In case process, the customer projects are handled in the process. A project has 
clear frequency, limited duration and often temporary organizational structure, as well 
as specific resources that are determined for carrying out the project. Based on the 
project goals, dates and costs must be planned and defined as standard values, so 
called milestones. The cost of resources can vary and moreover, speeding the comple-
tion of the project usually causes added costs. When comparing the process and pro-
ject, it is justified to say that they should be handled differently.  
Nevertheless, project handling in the process is not weakness or strength, even 
though the challenges exist. It is a chosen way to manage projects in process-based 
operation. The issue is that projects of the final customer are liveable and causes varia-
tions to process as well. The fact is emphasized when sales offices do not know the 
delivery process and many orders are required with difficult specification under lead 
times. Moreover, speeding up the completion will cause added cost because resources 
have to be re-organised. The case company is aware of the reason that sometimes the 
under-lead-time deliveries are required because the sales offices do not know the de-
livery process, and because in different global areas have different ways to operate.  
Inputs in this case are closely related to the environment. The input is a new order, the 
component order, or requirement for the technical support. The poor quality of new 
orders is an issue that reflects the competence of sales offices, and also the cultural 
aspects which are not focused in this research. New order tool will guide sales offices 
to more clear inputs, because it will limit impossible combinations of components, still 
the knowledge of possible and impossible have to have in customer service engineers. 
Some of the sales offices have better knowledge of orders with complex specification. 
The more inconsistent the specification is, the more time is needed to solve and clarify 
the issues. 
Hammer’s four process performers are evaluated by examining the benefits and chal-
lenges that are raised according to the interviews as well as considering the theory of 




Table 2 Evaluation of Process Design 
Design: Benefits Challenges 
Core activities Clear documented pro-
cess. 
 
The training is always 
available. 
Component orders do not have proper 
order form. 
 
Project plan (Start-up meeting) policy is 
not structured enough. 
Supporting  
activities 




Core process is documented and order handling has a clear minimum and maximum 
lead time based on delivery class which is resolute according to material lead times 
and order specification.  This is a clear benefit. Training is always available for support-
ing the understanding of the process. 
The main issue is the lack of integration between sales and supply line. However, this 
is already noticed in the process. The new tool is already in pilot phase and moving 
towards integrated order receiving is closer. This will erase the double work: no more 
opening the orders to the system in sales office side and again supply line side. It will 
also reduce the amount of manageable ordering tools, and that reduces the amount of 
updates, trainings and time spent on learning to use those tools. However, the inte-
grated ordering tool does not necessarily erase the time consumed in order handling, 
because difficulties usually occur in a different form. For instance, the same tool is al-
ready used in other process orders, and there the errors are more or less related to 
bugs in configuration rules and therefore time has to be spent in order to solve the er-
rors. So, the other words, the integration is not watertight.  
Project planning and start-up meetings have essential part in the project business. 
In the case process, there are common start-up procedures which can include several 
of quality checking’s, depending on the order specification. The rule of thumb is that if 
mismatches or unclear issues occur, the order cannot be forwarded to next phase, 
which is layout design or listing. The start-up has clear instructions but still it is consid-
ered quite heavy duty. The structure is not adequate or not serving its potential mean-
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ing if performers are not using it. Also quality issues are caught up when careful check-
ing is done according to principles by Lean. Still, there are cases when careful check-
ing has done, but major quality problems have occurred.  
Component orders are required by email and therefore the place of the information is 
in email. This might cause various problems because the information of the specifica-
tion is only in a single place unlike the new orders which are saved to the database and 
all have access to that data.  
Customers in particularly business-to-business environment often want a single point of 
contact, products customised to meet their needs, or an integrated bundle of services 
and products. Considering the stated aspect technical support is given always when 
sales office needs it. Supporting can include any kinds of support that benefits sales 
offices, and of course, the level of support needed is depending of the competence of 
sales office. On the other hand, sales offices receive the clarifications from customer 
service quite quickly, which is a lucrative option instead of going through the technical 
instructions of the product. Thus, consuming expensive resources to clarify issues that 
are clear for customer service engineers is definitely activity that should be challenged. 
Because the activity includes wide range of actions, which are not recorded, it can be 
called as black box of the process.  
Pricing workflow activity has multiple places depending on sales office’s wishes when 
they need the price. The earliest position for calculating the transfer price is after sales 
offices receives the designed layout drawings, or when final order is received from 
sales. (See Appendix 1 for details). The latest position for pricing is after order listing 
and technical specification is ready in system. However, this will change due to new 
ordering tool, and price is available in earlier phase of the process. 
Table 3 includes the evaluation of the customer service infrastructure. In this table the 
most important matter is to recognize that IT and ERP -system is not fully supporting 
the case process any more, and new actions to improve the communication through IT 
are considered in the case company. That is why an evaluation of the entire infrastruc-
ture is not completely necessary relevant. Still couple issues should be put into under 





Table 3 Evaluation of Process Infrastructure 
Infrastructure: Benefits Challenges 
IT New ordering tool will be 
implemented. 
 
New improved database 
is developed 
Many ordering tools to cope with. 
 
 
ERP Workflow structure 
measurement easier. 
Lack of integration between sales and 
customer service. 
 
ERP -system does not notify the types 
of different projects in time basis. 
 
Workflow does not notify the technical 
supporting because order is not yet in 
the system. 
Measuring the time consumed is chal-
lenging, and actual hours are hard to 
specify. 
 
The activities are managed in workflow in ERP -system. Workflow contributes to pro-
cess mastering and process quality improvement when following and measuring is eas-
ier. The new ordering tool will replace older ones.  The new ordering tool will be inte-
grated to ERP-system which harmonises the ordering tools used. This will bring bene-
fits for reducing time and costs spent on updates and training. However, the new tool 
cannot be used with all of the front lines due to the fact of economics of scale. This 
maintains the older ordering tools, and knowledge and updates are still relevant.  
However, the ERP -system’s workflow structure does not support the activities done 
before the order is received into customer service and opened into system.  This com-
plicates the measuring and the hours spent on technical supporting for example. An-
other fact is that the workflow does not support different types of projects. Some of the 
projects are more demanding, thus need more time for clarification. Some of the pro-
jects are less demanding. The ERP -system does not notify the time, and all of the or-
ders have default time for order acknowledgement and order check.  
Table 4 shows the evaluation of the metrics used in process. The metrics are catego-
rised to quality, speed, flexibility and dependability which can be seen as a competitive 
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factors. The cost is not evaluated because the source data for costs is not available, 
and would need additional research.  
Table 4 Evaluation of Process Performance Metrics 
Metrics: Benefits Challenges 
Quality: 




cally collecting the in-
formation about the 
quality.  
 
Root causes of feed-
backs are always de-
termined. 
Hours spent solving feedbacks are not 
measured. 
 








nal metrics which are 
linked to bonuses. 
Manipulating the measurement is easy 
and happens often. 
 
Response time is not measured. 
 
Time is standard for handling the de-
manding and less demanding specifica-
tion 
Flexibility - - 
Dependability Will be the measure-
ment, which both sales 
and supply side are 
committed to. 
Does not yet exist in all deliveries. 
Because the company will have organizational changes due to new strategies and op-
erational model, the metrics will be designed according to implemented change.  
The quality is measured in many ways and customer service system is collecting the 
feedbacks. The case company also follows the principles of lean thinking and therefore 
quality is seen as an essential measurement in the case company. The customers’ 
opinion is measured in survey once in a year but it is not process performance metric.  
Nevertheless, the time spent on clarifying and finding the root causes is not recorded in 
the case process. The time spent on solving feedback should be also known within the 
same criteria as technical support; metrics and statistics are needed in to develop, and 
furthermore, it is relevant to know that the costs of measuring are not higher than the 
benefits or profits. The metrics of the case process are linked to rewarding system 
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which motivates employees and strengthens the behaviours that add value to organiza-
tion. 
The major challenge is always the fooling the metrics and this especially true if bonus-
es are linked to metrics. This will change the reality and only way to see the whole truth 
is use the sales offices metrics to evaluate the real performance. Also the lack of the 
metrics which measures the response time of case process is still missing. By measur-
ing the response time, it would give the information how fast the customers are served. 
The flexibility and dependability are not measured yet.  
The other aspect of challenges is speed, or punctuality. Time is standard for handling 
the demanding and less demanding specification. This is not shown in the metrics. Ba-
sically this challenges the reasons for the delay. For example, if order intake is low lev-
el, this does not necessarily correlate with the speed, because of the demanding pro-
ject and order specification. Therefore low order bound does not necessarily mean low 
work load. This is not regarded to bonus metrics either.  
The sales office will always tender the orders to final customer, and sales will have 
tools for evaluating the transfer price but demanding orders may require tender from 
supply line side. Thus, not inner tender between supply line and front line is not neces-
sarily needed. This will save resources, if adequate price level can be offered without 
tender.  
The lack of proper tender hit-ratio is an issue, due to the fact that both tender and order 
process need feedback of tendered orders which will lead to final order. This will reflect 
the performance of tender process. How can we tender better if the rate is low?  The 
other issue relies in interface between tender and order is that if tendered order is or-
dered from supply line side, the information of the tender does not necessary swim to 
customer service, if sales does not mention the tender. In this case the only way to find 
the existing tender is when checking the Tender Book before opening the order into 
system. In this way system workflow also enables opening the sales order under exist-
ing project which means time saving in this phase. This is more or less related to the 
problem of information flow and design. Despite the issues related on the tender pro-
cess, the new operational model will focus on the raised issues. Thus further evaluation 
to tender-hit ratio metric is not done. 
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The last aspect is to evaluate the process performers. Performers make the process 
happen. Especially, the interest is the classification in which kind of knowledge workers 
are suitable for working in case process. Table 4 shows the high-level evaluation of 
types of characteristics that is needed to process. 
Table 5 Evaluation of Process Performers 
Performers: Benefits Challenges 
Knowledge workers Skilled employees with 
different field of know-
how. 
 
Creating and improving 
the ways to operate 
systematically.  
  
Structural ways to work are sometimes 
seen as a bureaucratic, procedural 
annoyance.  
As pointed out in the table, the knowledge workers in the case process are skilled. 
They also have different technical backgrounds. They perform the process in different 
manners depending on the country they are dealing with as well as the characteristics 
they present. Certain types of performers are suitable for specific projects or countries. 
Also language and other experience of the countries may benefit from dealing with dif-
ferent cultures in the international interface.  
Challenges from the process point of view are that knowledge workers need tend to get 
bored with formal and procedural structure. This can also be the sources of variation 
when some of the tasks are passed because they are seen time consuming or too bor-
ing. To analyse knowledge workers more deeply, more analysis should be done and 
within the time frame of this research it is not possible to execute. 
Table 6 consist activities according to the value-chain perspective. Those are catego-
rised as follow: value-added, non-value-added but necessary and unnecessary - activi-
ties. The activities that add value to entity are the ones in workflow. When analysing 
the place of technical support, one question is valid: is the place right? Because the 
content of that activity is not defined, it is difficult to say whether this activity includes 
tasks which are not creating value. From the perspective of sales offices, the benefit is 
achieved because usually they receive needed help, but if the same support can be 
read from the documents for example, then resources used for technical support might 
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not be in align with value creation because of the high cost of expertise work used for 
simple clarifications. On the other hand, quick respond from customer service side will 
benefit for total lead time.  
Table 6 Value-adding Perspective 
Value-added Non-value-added but 
necessary 
Unnecessary 




Drawings that sales have done, but are 
not used 
A smaller number of process variants increases the agility of changes and lowers the 
cost of business process maintenance. Higher number of process variants enables 
better requirements of every part of the organization, however ignoring the fact that 
requirements increase the total cost.  After examined the process structure, there were 
numerous of deviations which were formed over the time. Some of the deviations are 
caused because of the environment (culture, nature of projects, competence of sales), 
some because of the process performers. 
The real problem of deviations is realised when performers are substituting, and a huge 
degree of variations will demand more time to learn to perform as performer that has to 
be substitute. Another way is to spend same the amount of time but perform low, which 
usually has influence on lead time, or service level to sales. The top three activities that 
should be raised in terms of waste are  
1. Certifications after delivery 
2. Position of pricing activity in the workflow 
3. Usage of Layouts done by Sales 
Providing certification after delivery is similar to technical supporting. Both are service 
to sales. Providing the test certificates and certificates of origin with proper signatures 
may benefit for the sales and customer, but is the customer service process right place 
to ask the certificates?  The current moment it is an additional task done in the process 
at this point. The waste occurs when lots of time is spent on clarifying the certificates 
from different sources.  
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As per the interviews, the deviations pointed out that some of the countries have a typi-
cal tendency to order most of the orders marked as a-top urgent. This may be due to 
cultural factors. The concept of time would a focus on the cultural differences but that 
was not in the scope of this study. For example in some cultures Fridays are holidays. 
Thus, it is relevant to state that the cultural environment is significant source of devia-
tions in basic workflow. Still, from global perspective all the customer service function 
should have similar way to operate, and harmonization is considered relevant in order 
to serve sales offices by using best practices. 
Drawings that sales office has done are usually workable and can be used as official 
drawings. However, some sales offices make the drawings by themselves but drawings 
contains lots of mistakes and cannot be used as an official order specification, instead 
new drawings has to be done in the supply line. This can be considered waste of un-
necessary checking and does not benefit the end customer. This process step and a 








7 Suggested Improvements to Process 
The performance objectives are the dimensions which will satisfy market requirements, 
and they have to be measured in terms of critical metrics that relate customer needs 
and company requirements. Customer focus is one of the key drivers to upcoming 
changes in the company’s global operations. Figure 18 presents the needed actions to 
increase the performance. 
 
Figure 18 Requirements for Increasing the Performance 
It is essential to meet the objective of the study which was focusing to recognize possi-
ble improvement actions in order to increase the performance in the process. High per-
formance is derived from competitive factors, so the order handling process will aim to 
customer-centric way to operate. This means that suggested actions will generate 
competitiveness. The improvement actions are considered and compiled together with 




7.1 Implementing the Actions 
The suggested improvements are divided into necessary improvements and consid-
ered improvements. Necessary improvements are more critical because they have a 
heavier impact on the performance of the process, while considerable improvements 
may require more resources to deploy such as time, personnel and investment. Con-
siderable improvements also contain the actions that integration between sales on 
supply line should focus. However, more integration is given less attention.  Table 5 
presents the identified problems, actions needed to solve the problem, and results if 
actions are done, as well the advantages in case implemented. 
Table 7 Necessary Improvements 
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Technical support is a black box of the process. The suggestion is to centralize it. It will 
require engineering, but it will make the process more agile. 
Deviation Matrix shows (See Appendix 2 for details) that some of the activities done by 
the sales or by the customer service are not necessarily benefiting the customer. Also 
unnecessary tasks should be eliminated. The top three deviations were delivered certi-
fications, position of pricing activity and un-useful drawings. Suggestion is that certifica-
tion deliveries are standardized, and common procedure has to be identified, so every 
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time the certifications are needed, time consumption for the process is minimized. The 
pricing workflow activity is the one which will be replaced during the integration like 
figure 18 suggest. The calculation of transfer prices should be done early. Questioning 
the drawings that cannot be used as they are should be done. It should be examined 
the benefit for using the drawings because from process point of view, drawings are 
only making the order checking slower and clarifications to sales should be done any-
way, because the exceptionally the drawings contain mismatches. The harmonization 
is recommended, because it allows some variety, thus considering the different cus-
tomer needs. 
Considering the operational effectiveness, strategy and strategic positioning, it is rele-
vant to state that some of the customers are not ordering as much as the some other. 
Why these customers (sales office) deserve same personal customer service level? 
The customers should be segmented by profitability to supply line. For example, if the 
markets are in the some specific area resources should be allocated accordingly. The 
situation is that every country, no matter how often they order, has their own contact 
point that can be occupied with heavy workload and technical support at the same 
time. 
One option to allocate resources is to design so called POOL-structure. POOL is a 
general mailbox where the sales offices who order less or frequently are sending their 
order. It should be integrated to ERP-system. The customer service engineer, who has 
smaller workload, is responsible handling the order for example.  The benefits for using 
POOL are the better and optimised resource allocation (balanced workload) and agile 
order handling process, and may reduce lead time. Thus, more profitable customers 
have a single point of contact and customers who order less have a general point of 
contact. This will also take into account the global market conditions and the fact that 
some countries are always growing more than others, thus demand is higher.  
Table 8 presents the suggested improvements which should be considered to be im-
plemented in order to increase performance, but may require more time and resources. 
The similar aspects are pointed out as in Table 5.  
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Table 8 Considerable Improvement Actions. 
Problem Action Result Advantage 
Environment: poor 
quality of inputs 
Competence devel-










class based order 
handling workflow. 
More time for de-
manding specifica-
tion less time for 
basic specification.   
Accuracy; may lead 
to better quality, 
resources used in 
start-up can be 
measured 
Design & Metrics: 





Knowledge of the 
tenders won 
Knowledge of the 
tender process per-
formance 
One way to increase the transparency is to create a general database where the all 
delivery processes in global level are described. Competence development to sales 
offices ensures a higher quality, because clarification is reduces, and thus non-valuable 
actions are not done, in other word inputs to process have better quality and transform-
ing them to quality outputs is demanding less time.  
Analysis pointed out that workflow structure does not notify the different types of pro-
jects, because time spend for the handling of the demanding and less demanding 
specifications is the same.  The action needed is change the ERP-system to notify the 
delivery class based on order check and order acknowledgement. The change would 
result in speeding the projects, which have simple order specifications and the de-
manding specifications would be allocated more time. This part could include an inte-
grated start-up activity. Demanding projects with a higher delivery class position would 
contain a start-up activity, which is followed by ERP-system by default. Thus, time 
spent on the order clarification and delivery planning in start-up phase is integrated and 
can be measured and resources used in start-up phase would be known. The ad-
vantage of re-structuring could lead to better quality because time is allocated accord-
ingly. However, the gained benefits are not easily quantifiable. 
The integration between sales and supply line has to notify the tenders more accurately 
in order to know the performance of the process. This will also increase the transpar-
ency of the tender and the order, and ensure that tenders are always notified. 
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7.2 Critical Evaluation of Improvement Actions 
Re-engineering technical support, will require new kind of organizational structure, 
thus the improvement cannot be realized in short lead-time with limited resource alloca-
tion. If the support is separated to different function it will require resources and creates 
a new job description, but requires training as well. Benefit from the performance per-
spective is the time saved. For the sales offices, the advantage would be a better ser-
vice level, and a single point of contact where to ask for help. If technical support is 
done in the order handling process, it has to be described and followed somehow. 
ERP-system’s workflow has to provide the possibility to follow up the supporting done, 
so the management can control the resources used for supporting. Technical support 
can be seen as a service to sales. Therefore the quality of the service should be meas-
ured somehow, in order to distinguish the expertise in the process.  
Harmonization of deviations has to be done carefully in customer-centric way. The 
suggestion is that not same personal service level (one-contact-point) is based on 
segmenting the customers according to their profitability or revenue. This would be a 
strategic segmentation, avoiding one-size-does-fit-all -mentality and better personal 
service level to companies that are most loyal and profitable. These customers are the 
most important ones, because a close relationship with customers is an asset. The 
POOL-design is option for the countries that order frequently. The POOL -design will 
not reduce the service level, instead it will make it more automated. This will also bal-
ance workloads between employees. Still, the critics are raised, because this would 
require certain type of IT-structure as well, or at least a centralised mailbox system. 
The implementation of POOL-design would need resources and it is not able to realise 
with minimum effort with short time. 
The highest priority is on defining the segmentation criteria. The critics against this im-
provement action are it is not clear, who actually has authority decide on the criteria. 
Volume based segmentation is not necessarily the best option available but considera-
ble. When thinking about harmonization, degree of variety will also increase costs be-
cause of the specific ways to operate, thus, economy aspects have to be measured. 
The deviations allowed cannot affect too much the process profitability, which means 
that agreed country specific operations should be managed carefully. That is why bal-
ance between standards and deviations has to be found. The advantage gained is the 
flexibility to important customers but also competitiveness. 
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In addition, it will take several years to create good relationships with customer. During 
this time, prioritizing objectives (profitability of the customer) may change. Relations 
ships are also emotional, which means that even though the old customer is not the 
most profitable, the same service level is provided in terms of loyalty. Thus, the perfor-
mance may suffer. 
Standardization of the undetermined activities should be done to gain economies of 
scale; reliable process, variation in quality are minimised less expenses in development 
of innovative new practices, and less expenses in the administration of process. 
Standardising the component order form for example is the easy way to improve the 
performance of order process. Standardization will correlate with economy.  
Communication in order to increase transparency is important. After deviations are 
harmonized, a clear guide of customer service function has to be created and sales 
offices have to be trained. This will help sales to understand the lead times of old pro-
jects and reduce questions, responding to which is a responsibility of customer service 
engineers . Therefore, this improvement may result in better inputs to process. 
7.3 Leading the Change into Case Organization 
The case process challenges workers from multiple perspectives: transaction workers 
are needed because the process itself is repeatable and structured, but on the other 
hand, expertise is needed to understand the complexity of the product and the infor-
mation systems, that enable the semi-automated process workflow.  Expertise work is 
required for the improvements as well.  
After making the decision that a change is needed, the change has to be implementing 
in the organization and the models and descriptions are the tool for realising the situa-
tion and way to show to employees their position in the process. The descriptions 
should be done regularly to know how the process has adopted. To lead knowledge 
workers to face the change, a few points have to be understood. First of all, the change 
is always an emotional process and resistance is usual, when people do not know the 
upcoming. No one usually wants to change. Advanced communication and presenting 
the target of the change are proven to lower the resistance, which is caused when 
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people’s comfort-zone is threaded. Figure 18 considers the aspects that should be noti-
fied when knowledge workers in the case organization are lead towards the change.  
 
Figure 19 Considerable Aspects to Lead Change in the Organization 
The first step is to involve the knowledge workers in creating the new improvements, 
such as a new organizational model or other improvement. Challenging the knowledge 
workers to create and internalise the change can lower the change resistance. Also 
treating the knowledge workers equally may help to avoid conflicts. At the beginning 
resistance always occur. Instead of trying to convert all the negative thoughts that are 
raised, it is better to focus on the ones that see change favourable.  
Use of continuous process management can guarantee the strategic creativity. Contin-
uous process management is a good way to stabilise re-engineered processes but it 
may require further individualisation. The basis is in planning, doing checking and act-
ing. The change has to be measured and evaluated to reward knowledge workers for 
reaching the objectives, and at the same time encourage them to give up old ways of 
working. The whole change can be seen as an organizational lesson to learned-project. 
Thus, gained knowledge has to be collected to be utilized in the future. Leading the 
change efficiently is important because it will affect the performance in many ways. 
Therefore, a carefully planned change shall help in the implementation but shall also 
maintain the performance of the organization. 
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8 Discussion  
The business case study introduced Customer Service function in a technology indus-
try company. The case service organization was a part of the Make-to-Order delivery 
process, which is the case company’s core process in its manufacturing business. The 
study started by introducing the Service Factory. The basic idea was that manufactur-
ing firms should take advantage of the position by providing good service level. After 
conducting this business case study, it is relevant to state that interaction between 
sales and supply line was noticed and the company’s new strategy was aiming at one-
size-does-not-fit-all -mentality. In these terms, the new strategy included harmonizing 
operations and processes inside the company.  
 
The objective of this study was to identify the possibilities to improve the current pro-
cess in a way that high performance is achieved in the case organization. Thus, the 
improvements will consider how the new strategy is realized in the case process. Per-
formance objectives were derived from competitive factors (speed, quality, dependabil-
ity and flexibility). The waste was another term used to describe whether the task was 
not valuable from the customer point of view. Also the potentiality of proposed im-
provement actions was considered. The last point was to introduce, how to lead the 
change to case organization in a way that performance will not endure during the 
change process.  The following questions were raised to meet the study objective: 
 
1.) How are business processes perceived in the case company?  
2.) What are the requirements for increasing the performance?  
3.) How could the case of order handling process increase the customer centricity? 
 
The answers to research questions were found by applying best BRM practices from 
the literature. First, the current state of the case process was identified by conducting 
the business process walkthrough. A clear process model and description are an effec-
tive way to demonstrate the work done in the process, the customer, and the outputs.  
Developing is almost impossible without knowing the current situation of the process. In 
addition, the description should show how the process operates in the organization. 
Also non-value adding operations are easy to define, and resource allocation can be 




The result of process walkthrough was Process Handbook with process models and 
written description. The Process Handbook included Deviation Matrix, which describes 
country specific operations and relation to Tender Process. The qualitative data for the 
models were collected by conducting semi-structured interview of the process perform-
ers (knowledge workers). 
 
The requirements for increasing the customer-centric performance were studied by 
applying the theory and practise. The process performers were involved to designing 
the new improved process where the focus emphasizes the better service level to sales 
offices. The benefits of the study for the case company are to use the descriptions as 
organizational documentation and instructions to performers, and more important, as a 
starting point for improvements. 
8.1 The Key Findings and Gained Benefits 
The modelled part of the total core process was analysed considering the value-adding 
and process enablers perspective. Figure 20 demonstrates how the objective was met 
and the gained benefits after conducting the study in the case organization.  
 
 




The study pointed out the proposals for improvements, and the key findings in figure 20 
are also the results of the study.  When thinking about a customer-centric way to in-
crease performance, it is important to recognize the customer expectations as well as 
the actions that are not giving necessary any benefits to the customer. The balance 
between customer’s expectations and the service level has to be found.  
 
Non-value adding task or waste should be eliminated, because it does not add value to 
customer. The process included some degree of waste: country specific operations had 
tasks which were undefined. The decision whether to include them to the process 
should be done. After that those tasks should be standardized. This will make the pro-
cess more cost-effective when process has clear standards. Standardization should be 
done to activities and operations that are not determined, and also for maintaining the 
general ways to operate. For example the general component order form does not exist 
and sales offices are ordering components in any way they see appropriate, for in-
stance by email. The gained benefits from standardization are a reliable process and 
minimized variation in quality. Therefore, the administration of process becomes more 
cost efficient. 
 
The better resource allocation is achieved when re-engineering is considered. Re-
source allocation enables agile and customer-centric processes. This will also increase 
the cost-effectiveness when right performers are in the right position. The study sug-
gested that re-engineering is done to technical support which is undetermined activity, 
a black box of the process. It should be re-positioned. Re-engineering should be done 
to deviations as well. Balancing the order bound by allocating the resources according 
to segments could benefit the whole process: lead time is shorter, thus, the process 
would be more agile and always flexible to markets.  
 
Harmonizing allows some degree of variation to pertain the service level to sales. This 
is vital to understand when thinking about the increasing the customer centricity. A loy-
al and close customer relationship is a valuable asset. However, the result (increased 
performance) is not necessarily achieved quickly. Usually it will take several years to 
create good relationships with customer. During this time, prioritizing objectives (profit-
ability of the customer) may change. Relationships are also emotional, which means 
that even though the old customer is not the most profitable one, the service level is 
retained. Thus, the performance may suffer. 
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Sufficient communication increases the understanding and the quality of the inputs. 
The case customer service function can affect its environment by influencing the inter-
face where the function operates. The competence development of the sales offices is 
a part of the continual process management.  Transparent way to communicate with 
sales and recognizing the different cultures can lead the better quality of inputs, there-
fore saving time and decreasing total lead time.  
Motivation is a key factor, when the company wants to ensure that people are commit-
ted to the company’s strategy. Rewards are an efficient way to direct the process to a 
desired state. Structure and integrated information systems enable the information flow 
in the organization. If many small operations are changed, it will naturally have an ef-
fect on the totality. For example, the current ERP-system cannot provide the best cus-
tomer-centric performance because it cannot support deviations or un-determined 
tasks. That is why the focus should always have in the system thinking and the fact that 
change should always notify the totality.  
While conducting the process walkthrough it was clear that the case organization was 
very aware of the issues they had in their delivery chain. Knowledge workers of the 
process were participative to create and figure out possible challenges of the process. 
Change management is easy, when many of the performers were willing to change 
something in the process. There is no need for bending the opposite thoughts when the 
participative employees are implementing the change in the organization.  
8.2 Validity and Further Research to Consider 
The validity concerns the resources used, while conducting this research. The time was 
limited and therefore, it was not possible to model and describe the total operations of 
the order handling process. Also, the country specific deviation matrix is not covering 
all the sales offices that are served globally. That is why the further research is needed 
to examine how the process differs between case customer service in Finland and cus-
tomer service in Area 4. Benchmarking both functions could be done to identify the 
best practises.   
The validity of the models, descriptions and a list of the deviations were reviewed by 
the performers and the owner. However, difficulties of semi-structured interviews are 
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related to time limitations. The time spent on the interviews had to be adequate. Still, 
during the interviews the performers were not necessarily able to recall all the situa-
tions, which might be also relevant to be described and modelled. Thus, deviation ma-
trix is not necessarily covering the all deviations. Reliability is proven when comparing 
the new models and descriptions to former ones. Process has not changed dramatical-
ly nor is the models and descriptions. 
Analysis is done based on the process enablers. Not all of the process enablers and 
capabilities were analysed due to fact that data was not available. This would have 
expanded the study. To have a fully operating process, all of the dimensions should be 
evaluated somehow in order to gain understanding of the whole and to avoid doing fast 
assumptions by only couple of the dimensions.  
The reporting and process follow-up were not able to include to the models. This is an 
issue, because reporting can be done individually or generally. This should be exam-
ined because the reports which are general should be centralized in order to minimise 
the double work. The study does not comment the metrics in detail which should be 
created to measure the success in customer-centric performance. Creating the metrics 
could be regarded as an additional research. 
The cultural aspects are not considered in this case study, but it would be recommend-
able to study also the impact of culture in order to gain knowledge of the different ways 
to do business and how for example time management is considered in different cul-
tures. Some cultures may have more punctual way to operate than others. In the case 
process, the average change management in time period of an order is variable. Some 
countries have very accurate way to answer pending clarifications, and change is un-
der control.  
This study also suggested that the common database to increase transparency could 
be provided to the sales offices. The database already exist but before updating the 
database, the harmonization of the process variants should be done in order to clear 
the process structure from sales office point of view, as well. Another suggested action 
was POOL-design. The study did not comment the detailed structure of the POOL, but 
it could be done as a different case study, where the IT-structure of the POOL should 
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Process Models in the Case of Tender, Supporting Activities and Order Check 
Figure 20 is the model which describes the workflow structure when tender is provided 
to sales. Figure 21 presents the supporting activities done in order acknowledgement.  
Figure 22 presents workflow when the final order comes from sales office. 
 
















Figure 21 Order Handling - Supporting Activities in order Acknowledgement 
 









The table of country specific operations includes the milestones and countries. This 
table presents the deviations or country specific operations, activities and tasks which 
are done during the milestone. Ordering tool field presents the most common ordering 
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List of Questions in Semi-Structured interviews 
The questions used in interviews to clarify the step-by-step done activities in case pro-
cess. 




1. Describe your daily tasks. 
2. Process inputs and outputs 
3. Roles and responsibilities 
Process performance measurement 
4. Process measurements used 
5. Validity of measurements 
Process evaluation 
6. How do you see the customer’s or sales office’s opinion in process? 
7. Problems in process interface? 
8. Challenges in work? 
 
Process development 
9. What would you do differently? 
 
Open discussion 
 
 
 
 
 
 
 
 
